Implementing

and Evaluating
Your Watershed Plan

Goasset, information gathered, technical

FOCUS agencieson board, decisionsmade, plan
drafted—now what?
* Developing an action strategy
« The role of a watershed coordinator Implementationisthe how we’re going to
. Sources of funding get there phase. Theimplementation section
. Evaluating your progress of awatershed plan laysout, in sufficient

detail for genera understanding, thewho,
what, how, and when of al thetasksthat will
get thegrouptoitsgoals. To carry out each
task, an action strategy is needed.

Having an action strategy

1. Increasesthelikeihood that the solution will beimplemented effectively and ontime.

2. Preventsthe group from underestimating the time and resources needed to get atask done.
3. Preventspeoplebeing ‘volunteered’ for work without checkingwiththemfirg.

4. Showswhen complex tasks need to be broken down into parts.

Developing an action strategy

An action plan lays out each task, date to be compl eted,
resulting products, resources needed, and responsible persons. Action plans may be
Whilethegroup may find that documenting these detail sistiresome included in the
and lessexciting than going out and doing something, an action watershed plan, or may
srategy iscritical for dl but the smplest projects. be for internal use.

You can use any format you are comfortable with; acommon
approachisto develop atable similar to the onethat follows:
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Task: Hold a nutrient-management workshop for agricultural producers on January 10th.

Why this Start Completion Who is .
Steps step? date date Resources needed responsible? Checkpoints Results
Determine to provide |10/1 12/1 room rental fee, Joe October & Room
locetion agood overhead screen, November reserved
fedility flipchart mestings
Provide mailing | to reech dl | 9/15 12/1 computer at Tom Malings
list landowners SWCD office, sent to
postage landowners
Arrange for to get 9/15 12/1 reimburse speakers | Marie & Jeff Speakers
speakers information for lunches and have agreed
across mileege to come

...and so on, to include publicity, getting enough chairs, exhibitor booths, coffee and donuts, commer-
cia sponsors, reproducing handouts, et cetera.

Checkpoints

Every action strategy should include the points at which the people carrying out the tasks need to report
back to themain group. Thisisespecialy important if subcommittees have been set up for education, public
relations, technical assistance, and other group functions. Each checkpoint should statethedate (or stagein
the action) when the report should be made, the products that need to be complete at that time (such as
completed mailing lists, listsof potential sponsors, draft newdetter, or whatever), and whe isresponsiblefor
checking inwiththemain group.

Checkpointsprevent overlapsin effort and misunderstandings about what is supposed to be happening.
They provide an opportunity for modifying the action strategy if necessary. They aso might show when the
subcommittee can ask for additional help or resources, | et the main group know about progress, or solicit
ideas on dealing with barriersthey may have encountered. Having definite checkpoints set up in advance
makes it easy to get these items on the meeting agenda so they don 't get glossed over or forgotten.

Should you bhire a coordinator?

Sinceawatershed group ismade up of volunteers, the group may want to consider hiring acoordinator
at some point. It can betough to get the phone calling, letter writing, personal contacts, grant writing, plan
development, task tracking, et ceteradonein somebody’ ssparetime. A coordinator can

e atendtonecessary details,

e oOrganizeevents,

» pull together water monitoring efforts;

» attend other meetings useful to the group and report back;

» actaslibrarianfor inventory data, minutes, correspondence, and mailing lists;
» pull together and write up partsof thewatershed plan;

» present thegroup’splansto others; and

» coordinate additional functions based on the needs of your watershed.

Funding for acoordinator could comefrom agrant or contract, or through alocal organizationthat is
supported by the county government (such asthe SWCD), or through job-sharing or internship. Thefirst
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step in hiring acoordinator should beto draw up adetailed list of duties and expectations, so you are clear
about the qualificationsyou arelooking for. Contact other groupsthat have acoordinator and ask for job
descriptions, copiesof contracts, and what they would have done differently. Itisalso helpful totalk to
other currently employed coordinators. (There is a list of watershed project contacts in Chapter Four.)

Submitted by a real, live coordinator:

“ A watershed coordinator can wear many hats. fund-raiser, cheerleader, coach, educator and more.
Thefollowing duties are an example of thework done by acoordinator of one project in Indiana. Your
project may take adifferent approach; however, many of thelisted dutiesare crucial to the success of any
watershed project.

‘The Watershed Coordinator shall...’

* Provide staff leadership to the steering committee of the watershed project. Guidethemin problem
identification, plan development, and implementation. Assist the steering committeeteam-building.
Educate the steering committee, as needed, on varioustopicsthrough persona knowledge, qualified
people, articles, maps, or other materials.

* Assg thesteering committeein building the watershed partnership. Gather support from businesses,
organizations, and government agencies.

»  Provideleadership and guidanceto the steering committee in the devel opment of awatershed
management plan and in theimplementation of theplan.

* Assst subcommittees, asneeded, with determining problemswithin the watershed and assist with
recommendati ons regarding sol utionsto specific problems. Act asafacilitator when needed.
Communicate the needs/actions of the steering committeeto subcommitteesand viceversa

*  Work withthe sponsors, interested local organizations, and representatives of other federal and
state agenciesto determine and coordinate datarequired to further the project.

*  Work closaly with the staffs of governmental agenciesthat havetiesor need tiesto the project.
Promote “water qudity” programs.

»  Obtain necessary materials, technical information and services needed to keep the project plan
current.

* Asss thesteering committee and sponsorsin designing and carrying out an effectiveinformation
and education program within the watershed to meet the needs of diverse audienceswith tailored
activitieson aregular basis. Inform the generd public of the project goasand activitieson acon-
tinuing basi sthrough newspaper articles, radio, newdetters, television and other personal appear-
ances. Maintain working relationshipswith al the news mediawithin the watershed. Keep everyone
involved up-to-date! Remind them of their importanceto the entire project.

» Coordinateactivitiessuch asschool programs, campaigns, field days, tours, workshops, pilot
projects, and any other public activities.

* Assg the steering committeewith pursuing funding opportunitiesand writing grant proposals.

» Keepabreast of current developmentsand new programsthat may further assist the project; relay
sgnificant information and datato partnersinvolved inthe project.

* Preparespecia reportsasneeded.

» Keepthewatershed community and its partnersinformed viatel ephone calls, meeting minutes,
persond visitsor memos.
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In short, the coordinator isthe gluethat connectsthe many different parts of awatershed project.
Often heor sheisthe only staff person working with agroup of volunteers. When you see awatershed
coordinator, you should sseamotivator!”

Funding, programs and grants

When the group hasaclear ideawhereit isgoing and how it wantsto get there, |ook for asource of
support for the projectsto beimplemented. Consider existing programsthat the group can promote to meet
itsgoals. For instance, the group could publicize and encourage landownersto participatein the Conserva
tion Reserve Program (CRP). Some support comesthrough programsthat establish priority areasinwhich
tofocusfunds, suchasIDNR’sLake& River Enhancement program, or the Conservation Priority Areas
designated each year for the NRCS Environmental Quality Incentive Program (EQIP). Some support will
comethrough grantsfor specific purposes.

Itisbest not to seek money inthe early stageswhilethegroupisstill forming. It canwork against a
group to get grant or program funds beforeit isready to spend them intelligently. When focused on getting a
grant, the group sometimeslosessight of easier and better waysto get thingsdoneright initsown back
yard. Also, until the group has devel oped at least the skeleton of aplan, it may request money for something
and find out that when the contract isawarded, it really wantsto do something else. The worst possible
time to plan is after the money shows up!

Thefollowinglist of support sourcesisnot al inclusive, but providesplenty of placesto start. Phone
numbersareinthe Appendix B: Contacts.

Funding sources for watershed projects

Federal Conservation and Watershed Projects

EPA
Section 319, 604(b), and 104(b)3 Grants
Grantsfor conservation practices, water body assessment, watershed planning, and watershed projects.
Avalilableto non-profit or governmenta entities. These monies, enabled by the Clean Water Act, are
funneled through the Indiana Department of Environmental Management. See IDEM for details.

EPA GREAT LAKES
Numerous sources of funding areavailablefor the areathat drainsinto the Gresat L akes. The complete
grants guidance and application packagefor EPA Great Lakesgrantsison theweb, and additional
funding sources are at the Great L akes Information Network (http://www.great-lakes.net) Grantsare
submitted in early spring for most of these sources.

USDA (See county listings for local federal agency contacts.)
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EQIP: Environmental Quality Incentive Program. Administered by the Natural Resources Conserva-
tion Service. Conservation cost-share program for implementing Best Management Practices, availableto
agricultural producerswho agreeto implement awhole-farm plan that addresses major resource con-
cerns. Up to $50,000 over a5to 10 year period. Some parts of the state are designated Conservation
Priority Areasand recelvealarger funding allotment.

WRP: Wetland Reserve Program. Administered by the Natural Resources Conservation Service.
Easement and restoration programto restore agricultural production land to wetland. Easements may be
for 10 years, 30 years, or permanent. Longer easements are preferred. Partnershipswith other acquisi-
tion programs are encouraged. Restoration and lega costsare paid by NRCS. Landowner retains
ownership of the property and may usethelandin waysthat do not interfere with wetland function and
habitat, such ashunting, recreational development, and timber harvesting.

CRP: Conservation Reserve Program. Administered by the Farm Service Agency with technica
assstancefrom NRCS. Conservation easementsin certain critical areason private property. Agricultural
producersaredligible. Easementsarefor 10 or 15 years, depending on vegetative cover, and compensa-
tion payments are made annualy to replaceincomelost through not farming theland. Cost shareis
availablefor planting vegetative cover on restored areas.

WHIP: Wildlife Habitat Incentive Program. Administered by the Natural Resources Conservation
Service. Cost shareto restore habitat on previoudy farmed land. Private landownerswho are agriculturd
producersaredigible. Cost share up to 75%, and contractsarefor 10 years.

FIP: Forestry Incentive Program. Administered by the Natural Resources Conservation Service. Cost-
shareto assi &t forest management on private lands. Funds may belimited.

US Fish & Wildlife Service
Partnersfor Wildlife: assstancefor habitat restoration.

State Conservation and Watershed Programs

IDNR Division of Soil Conservation
L&RE: TheLake& River Enhancement Program funds diagnostic and feasibility studiesin selected
watersheds and cost-share programsthrough local Soil & Water Conservation Districts. Project over-
sight provided through county-based Resource Specialistsand Lake & River Enhancement Watershed
Coordinators. Funding requestsfor Watershed Land Treatment projects must comefrom Soil & Water
Conservation Didtricts. If aproposed project areaincludes morethan onedistrict, the affected SWCDs
should work together to devel op an implementation plan. The SWCDs should then apply for thefunding
necessary to administer the watershed project.

Before applying for funding, the SWCDs should contact the Lake & River Enhancement Coordinators
to determine (1) the appropriate watershed to includein the project, (2) whether the proposed project
meetsthedigibility criteria, and (3) whether fundingisavailable,
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IDNR Division of Fish & Wildlife
Classfied Wildlife Habitat Program: Incentive programto foster private wildlife habitat management
through tax reduction and technical assistance. Landownersneed 15 or more acresof habitat to be
eligible. IDNR provides management plans and ass stance through Digtrict Wildlife Managers. (See

county listings))
Wildlife Habitat Cost-share Program: Similar to above.

IDNR Division of Forestry
Classfied Forest Program: Incentive program to foster private forest management through tax reduction
and technical assistance. Landownersneed 10 or more acres of woodsto beeligible. IDNR provides
management plans and assi stance through Digtrict Foresters. (See county listings.)

Classified Windbreak Act: establishment of windbreaksat |east 450 feet long adjacent totillableland.
Providestax incentive, technica assistancethrough IDNR District Foresters.

Forest Stewardship Program & Stewardship Incentives Program: Cost share and technical assistanceto
encourage respons bly managed and productive privateforests.

IDNR Division of Reclamation
Appaachian Clean Streams|nitiative: Fundsfor acid minedrainage abatement.

IDNR Division of Nature Preserves
State Nature Preserve Dedication: acquisition and management of threatened habitat.

IDEM Office of Water Management
State Revolving Fund: availableto municipditiesand countiesfor facilities development. Will beavailable
in 1999 for nonpoint source projectsaswell. Funding isthrough very low-interest |oans.

Section 319 Grants: availableto nonprofit groups, municipaities, counties, and ingtitutionsfor implement-
ing water quality improvement projectsthat address nonpoint source pollution concerns. Twenty-five
Contacts percent match isrequired, which may be cash or in-kind. Maximum grant amount is$112,500.
Projectsare alowed two yearsfor completion. Projects may befor land treatment through implementing
Best Management Practices, for education, or for devel oping tools and applicationsfor state-wide use.
Section 205(j) Grants, formerly called 604(b) Grants: availableto municipalities, counties, conservation
digtricts, and drainage districts. These arefor water quality management projects such as studies of
nonpoint pollution impacts, nonagricultura NPS mapping, and watershed management projectstargeted
to Northwest Indiana (including BM Ps, wetland restoration, et cetera)

Section 104(b)(3) Grants. These are watershed project grantsfor innovative demonstration projectsto
promote statewide watershed approachesfor permitted discharges, development of stormwater manage-
ment plansby small municipaities, projectsinvolving awatershed approach to municipa separate sewer
systems, and projectsthat directly promote community based environmenta protection. NOTE: The
deadlinefor IDEM’ Sgrantsprogramsisannualy, by March 31st.
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Private Funding Sources
Nationa Fish and Wildlife Foundation.
1120 Connecticut Avenue NW, Suite 900, Washington DC 20036. Nonprofit, established by
Congressin 1984, awards challenge grantsfor natural resource conservation. Federally appropri-
ated fundsare used to match private sector funds. The Six program areas are wetland conservation,
conservation education, fisheries, migratory bird conservation, conservation policy, and wildlife
habitat.

Utilities(check locdl utilitiessuch asIPALCO, CiINergy, REMC, NIPSCO.
Many have grantsfor educational and environmenta purposes.)

IndianaHardwood Lumbermen’ sAssociation
IndianaTree Farm Program

The Nature Conservancy
Land acquisition and restoration.
Southern Lake Michigan Conservation Initiative
BlueRiver FocusArea
Fish Creek FocusArea
Natural AreasRegistry
Hoos er Landscapes Capitol Campaign

Conservation Technology Information Center (CTIC)
Know Your Watershed educationa materialsareavailable

IndianaHeritage Trust
Land acquisition programs

DucksUnlimited
Land acquisition and habitat restoration assistance

Sycamore Land Trust
Acresinc. (land trust)
Oxbow, Inc. (land trust)
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Sources of additional funding opportunities

Catalog of Federal Funding Sources for Watershed Protection
EPA Office of Water (EPA841-B-97-008) September 1997

GrantsWeb: www.srainternational .org/cws/sralresource.htm

How are we doing?

Using indicators to evaluate your progress

One of themost important thingsthe group will doisevaluate whether the planisactualy making a
difference. Many plansdon’t even mention eval uation, yet without some conscious process, how will you
know whether you have met your goa s?

Early on, when the group was discussing measurable goal s and thinking about devel oping awater
monitoring program, someone may have mentioned indicators. Thesearethingsin theenvironment or
community that you can measureand that indicatewhether things have gotten better or worse and by how
much. Indicatorsfal roughly into two categories—adminisirative and environmental.

Administrative indicators are beansthat you can count: the number of permitsissued, the number of
grassed waterwaysingtaled, the number of acres converted to no-till corn, the number of cans collected
at arecycling center, and so on. They are usually easy numbersto come up with, but they are often
indirect indicators of what you realy want to know. Counting the number of feet of grassed waterway isa
useful measure of work done, but it will not tell you whether the amount of sediment entering the stream
has actualy decreased.

Environmental indicators are measurements of water quality, habitat, or someother criterion that tellsyou
something about the health of the environment. They include such things asthe amount of phosphorusor
nitrogen inthewater, macroinvertebrate popul ation diversty, the growth of dgaein lakes, theturbidity of
thewater, occurrencesof certain species, or themercury content infish tissue. Theseindicatorsrequire
moretime, resources, and planning than do administrativeindicators, but they usudly are better waysto
evaluate progress. When agroup isdevel oping goals, it can plan ahead for what indicatorswill need to
be measured to track progressfor each goal.

Technical assistance agencies can hel p the group choose and measureindicators. The group may aso
be ableto piggyback on the efforts of certain agenciesthat are already gathering environmenta or adminis-
trative datafor other purposes. Thefollowing are somefurther examplesof indicators:
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Examples of Indicators

Indicator Type

Indicators

These document the
extent to which program
or regulatory actions

Number of permits reissued with new limits
Number of point sources in substantia noncompliance
Elgpsed time from identification of permit violations to correction

to which actions have led
to reduction in threats to
surface or groundwater

quality.

have been taken. Amount of fertilizer sold or used
Number of communities enacting srom water ordinances
Number of public water systems with source water protection plans
Number of citizens reached with public education efforts

These quantify the extent | Reduction in nutrient loadings from each type of point and nonpoint source

Stability and condition of riparian vegetation

Percent impervious surface upstream

Generd erosion rate upstream

Amount of toxics discharged by spills

Number of businesses and househoulds that have atered behaviors or
processes to reduce pollutants

These measure the extent
to which water quality
has changed.

Pollutant concentrations in the water columns, sediments, and goundwater
Frequency of redtrictions on water uses (bathing, drinking)

Percent of stream miles that support each designated use

Percent with impaired or threatened uses

Percent of citizens who rate mgor water bodies as usable for various
recreationd activities

These measure direct
effects on the hedth of
humans, fish, other
wildlife, habitat,
econormy, et cetera

Aquatic community indexes

Reduction in waterborne disease in humans
Size of wetlands or riparian habitat acres

Size of recregtiond and commercid fish habitat
Increased jobs and income due to recregtion

Review your plan regularly

Agreeon aregular time, perhaps quarterly, when the group will pull out the watershed plan, blow off
the dust, and review what it says. Watershed plans should be living documentsthat can be changed or
added to asneeded. After al, youwroteit! You havetheright to scribblein the margins, add new pages,

and crossthingsout.

When the group accomplishes some piece of the plan, celebrate and let the community know about it.
Recognizethe peoplewho helped.

Planto revisethe plan; plansare often written with acertaintimeframein mind. Threeto fiveyears
seemsto be asmuch of our livesaswewant to envision being tied up in aproject. State at the end of the
watershed plan whenit will berevised or considered finished. Thisletsthe community and the members

know what to expect.
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